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Financially stable,
effectively run
city with an
engaged public

Strong,
collaborative
relationships with
partner
organizations and
community

Infrastructure
maintenance fund
Sustainable harbor fund
Long-term wastewater
treatment plan is done
for next 50 years

City has a unified public
message

Sustainable dredging of
bay

Broad citizen
participation and
inclusion

Sales tax for roads
Funding in place for
street maintenance
Improved recruitment
and retention of city
staff-EPD full, Diverse
staff

Medical detoxtreatment
center has been
operational
Collaborated healthcare
and substance abuse
solutions

Citizen engagement

MISSION
To be financially responsible and to provide effective municipal services in a
personal, responsive manner and in partnership with community.

Eureka is a Beautiful, Dynamic, Seaport City
Eureka has an alive waterfront, Old
Town, and Downtown and thriving

regional economy

Unique and
abundant
attractions/
tourism choices

for the

community and

visitors to enjoy
Way-finding signage
has been implemented
Completed zoo master
plan-canopy walk, etc.
Tourist train around the
Bay

17 cruise ships per year
15% increase TOT
Multi-use, all-weather
sports complex

Community that
attracts and
retains diverse,
skilled workforce
thru business
investment

Industrial park — Balloon
Track

Sensible approach to
cannabis (diverse
economy)

Increase skilled-labor
employment by 15%
(manufacturing, high
tech, health care)
Renewable energy
projects

Business incubator up
and running
Sustainable (dredged)
bay with plan for
upkeep

Workers being drawn to
community

Adequate supply
of market rate
and affordable
housing

More affordable
housing

New affordable

housing units
Reduction in
homelessness
City/County partnership
in transitional/
permanent housing
More upper floor urban
housing

Vibrant,
flourishing and
safe community
where people
want to live and
visit

Construction of C2F
development and
waterfront hotel
Reduction in crime and
improved public safety
Opera Alley Phase |
completed

Perception of improved
safety

Healthier lifestyles and
opportunities for kids
Increase bike and
pedestrian traffic
throughout Eureka
All-weather sports
complex

Plan in place for trail
connections to Loop
Trail and North-South

Aesthetically
captivating and
artistic
community with
beautiful
neighborhoods

Revitalized HWY 101
through Eureka
Artistic City entrance
sign

Beautified arterials
through street trees,
traffic calming and
wayfinding signs
Established incentives
for property owners to
make improvements
A private property
improvement and
beautification plan in
place

One art project a year
Revitalized city
properties
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» UNDERLYING OBSTACLES

— WHAT IS PREVENTING US, OR HOLDING US BACK FROM REALIZING OUR VISION?

Ego, obstinance, and
closed-mindedness
make compromise
difficult, blocking
effective decision
making and efforts
toward progress

Unwillingness to
compromise

Inability to achieve
consensus on direction
Opposition without
alternative options
Politics and opinions that
prevent people from
compromising to find
solutions

Ego, attitude insecurities
Conflicts of - council to
council — staff to staff and
council to staff

Past obstacles deferred
create larger challenges
today

Absolute power in
their best interest to
say ‘no
status quo

’

Regulatory restrictions
(outside agencies)

Not always in our control
Outside agency constraints
—i.e. CCC, Caltrans, DHHS
Bureaucracy

Regulations by and
relationships with other
agencies

Individual and
collective lack of
investment in well-
being of Eureka
leads to scarce
resources for
treatment, disrupts

family cohesion,
creates isolation and
diverts City attention
and resources from
critical needs and
opportunities

Pervasive drug culture
Black market cannabis
contributing to a culture of
lawlessness

Drug Culture
Anti-establishment and
defiance

Negative view and
perception of Eureka by
Eurekans

Hyper-focused enforcement
mentally ill

Unwillingness to
accept consensus
and inevitable
change creates a
waste of time,
frustration,
inefficiency, and
ineffectiveness

Stakeholders not on the
same page

Too many competing needs
for funding

Need more quality of life
resources to attract
investment and skilled
workers

Bare bones staffing at City
Ineffective use of staff and
resources due to deviation
from the vision
Community and
organization motivation

Antiquated and
illegal codes prevent
and restrict
development and
our ability to
operate in a legal
and efficient manner

Conflict for space between
retail and industrial
Outdated municipal code
and city policies

Outdated codes and
policies

Outdated polices, laws, and
codes

Fear and dichotomy
blinds us to the vision,
blocking compromised
decisions, innovation
and effective
communication/

Inadequate messaging

and communication
channels fail to
promote the positive
Eureka stories,
supporting negative
narratives.

Lack of vision and leadership
Fear of change

Fear of change to protect the
‘status quo’
Relationship between public
and private sector

Legacy reputation

Fear of public criticism and
transparency

Not
story
Challenge building support for
public infrastructure needs
Siloed thinking — limited
collaboration

Don’ t communi
Community isolationism and
miscommunication

effectivel

C
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P STRATEGIC DIRECTIONS | Definition and Summary

In the Strategic Directions workshop, participants are asked to focus on creative, practical actions that will move the community towards its practical vision. By
planning strategically, that is, in relation to its real situation and the underlying challenges and its practical vision, the community has a chance to realize its vision.

The strategic directions workshop asks: What innovative, substantial actions can we take to address the underlying contradictions and move toward our visi

Improve Operational Effectiveness and

Efficiency

being run more like a business

Develop a unified City Approach to

pursuing funding

Update and complete EMC plan

Improve employee production and

retention with greater allocation of

resources toward salaries and benefits

Complete and approve all strategic plans
Engage Community

CTE program at City facilities

Engage community neighborhoods
through workshops to take ownership of
ideas and visions

Develop a neighborhood safety strategy
Support and assist community-led
neighborhood block parties

Develop a community engagement
strategy

Engage youth to involve them in
government

Quarterly data dashboard

Develop Plan for Cannabis Impact

Cannabis tax for proactive vs. reactive
program to change perspective on drug
culture (education and outreach)
Develop a clear and consistent strategy
for cannabis in Eureka

Develop policies that result in the City

Partner with CR and ECS to implement a

Improve relationships with outside
Agencies

Individual relationship building with
outside agencies

Building of one project to change the
narrative with regulatory agencies
Partner on grant-funded
projects/opportunities that benefit
community as a whole

Partner with the county and non-profits
to pursue ‘“No pl a

Increase Positive Messaging

Media PR group from all depts. for
unified message

Survey community about ways they get
info & do positive messaging campaign
Create City and media retreat to work
on positive messages for City and
Community

Implement a survey to determine
effective outreach platforms

Develop a unified and cohesive
communication strategy

Increase Economic Development ‘

Annual developer and business
outreach workshop/program to
encourage development and business
growth

Implement renewable energy project
timeline as part of Climate Action plan

Improve Council Knowledge and
Awareness

Create and implement sunshine

ordinance

Plan twice a year strategic plan check-in

In-depth special study sessions on

important issues (port closure impact,

mid-year strategic plan check-in)

Update code of conduct

Quarterly data dashboard

Start quarterly team building exercises
Programs to support Healthy Lifestyle

Cannabis tax used for Educational
outreach on drug culture
Researched sugar tax allocated to Park
and Rec for healthy lifestyles and youth
programs

Plan to develop a YMCA in Eureka
Complete 5-year plan to eliminate
sidewalk gaps

Beautify City

Implement strategic art plan
Implement specific phase 2 S.A.P.
projects — Opera Alley, Wayfinding,
street trees

Complete Broadway beautification: F
Street Arch, entrance sign, banners
Develop plan for public pride and
ownership in neighborhood care

Optimizing City
Operations

Empowering
and Engaging
for Healthy
Community

Enhancing

Economic
Vitality
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» FOCUSED IMPLEMENTATION | 1% Year Priorities

Focus Question: What will be our ONE YEAR priorities for each Strategic Direction?

Strategic Direction

Current Reality

1. Optimizing City
Operations

Outdated Codes and Policies
Costly infrastructure and
operational needs

Low morale and pay (but
solid benefits)

Challenging relationships
between internal and external
decisions makers

No active Safety Committee

2. Enhancing
Economic
Vitality

1 Inadequate housing

1 Harbor issues

1 Aesthetic problems

9 Lack of industrial businesses
1 High # of business startups
1 Transportation / shipping
issues

fNegative @l ega
1 Need for pre-permitted sites
1 Underdeveloped waterfront
9 Need for wayfinding

1st Year PRIORITIES

il Code of Conduct for Council

il Create team to update EMC and
policies

f Implement sunshine ordinance

{| Educational outreach for roads
sales tax

9 Analyze options for new revenue
(identify sustainable funding
sources for facilities maintenance)

9 Have field tours with regulatory
agencies

9 Implement plan for minimum wage
increase

I Reinstate safety committee

1 General Plan and Zoning Code
update
Permit for dredge spoils disposal
Lobbying plan for new city signs
Final architectural plans for city-
wide wayfinding
Visit Eureka website and utilize
existing apps (i.e. Groupon)
Complete strategic plan to create
manufacturing jobs
Positive messaging
Council adopts surplus property
list
Hotel identified and in
negotiations
Get electronic billboard on 101/
Broadway
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Two-year Success

91 Comprehensively updated EMC and
Policy manual

1 Water/Sewer rates implemented
9 Sales tax for street maintenance passed

1 Plan for increased pay/benefits to
increase morale

9 Council lives up to code of conduct

1 Successful in finding new sources of
funding

1 Working relationships developed with
outside agencies

1 Awareness of morale, recruitment and
retention problems

Streamlining of accessory dwelling
units

Harbor completely dredged
Beautiful city entrance sign and
wayfinding

Implement plan to attract new
manufacturing businesses
Eureka welcomes businesses

Surplus City properties pre-permitted
or sold

Waterfront hotel under construction
Tourists find attractions easily

= =9 = =4 = = = =




Strategic Direction Current Reality 1st Year PRIORITIES Two-year Success

programs
Strengthened media relations
ADA compliant at 2 park facilities

Expanded innovative programs into
partnership with other agencies

2" street pedestrian project completed

1 Facility upgrades priority 1 Finalize waterfront trail

1 Engaged Eureka Main Street
Old Town Merchants

I Innovative programs CAPE
EcoEureka

9 Council participation to Next Gen
Rotaract

i Partner with County on grant
programs

9 Expand VTS to other portions of
trail

9 Seek and secure grant funding for 1
park facility for ADA requirements

9 Incorporate CAPE with Raven YSB

9 Temporary seasonal closure of 2"
street pedestrian plaza

N
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NN EEIG I REIGISRULIENIVEE | Survey different media to better 1 Identified and reached target
1 Lack of youth engagement reach target (data collection) audience
3. Empowerin {l Inconsistent messaging 9 Boost FB messaging / increase f Engaged youth
' dpE _g 1 Lack of positive messages social media (quarterly { Cohesive, positive messaging city
and Engaging {1 Successful community events dashboard?) wide
for Healthy { Trail {l Develop youth council f Expanded Community events
Community {l Successful partnerships { Field trip promotion to City Hall / 1 Completed bay trail
9 Successful volunteers trail Facilities 1 Strengthened partnerships
stewardshi i .
W P T Develop neighborhood clean- up 1 Expanded VTS + other volunteer
1 Artrich groups
1
1
1
1
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2017/2018 Project Calendar

FOUS AREA March/April

May/June July/August

September/Oct Nov/Dec

2018 and beyond

(1], [3], [7]

7.Adopt and
implement plan for
min-wage increases
(Gary, Wendy, Greg,
Pam, Council, Miles)

Optimizing City
Operations

[11], [7], [9], [2], [3],
(4], [8], [10], [5]
2.Council participation
to Next Gen and

with Raven YSB

Empowering and
Engaging for a
Healthy
Community

(1], [2], [3], [4], [6],
(71, [9], [10]

Enhancing
Economic Vitality

(6] [2], [5], [8]

1.Code of conduct 2.Create team to

(council) update EMC & policies

6.Field tours with (Pam. Cyndy)

regulatory agencies 8.Reinstate safety

(Greg, Brian, Rob, committee (Gary,

Miles) Pam)

3.Draft and adopt 5.Analyze options for

sunshine Ord. (Pam, new revenue (Greg,

Cyndy, Council) Wendy)

[1], [6] 7. Temp seasonal
closure of 2™ Ped
plaza (Brian)
9.Incorporate C.A.P.E.

for 1 park ADA bathroom
(Miles)
8.Boost social media
(facebook) (Pam)

(5] (8]
6.Council adopts
surplus property list
(Rob H.)

7.Dredge permitting
(YIES)
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(4], [9], [10]
10. Mid-year strategic plan
check-in (Greg, Council, all)

3. Work with
1.Survey media to better county on grant
reach targets (Pam) program (Miles)
11. Seek & Secure grant SRotaract

(12]

(Miles)

10.Fieldtrips promotion to
CH and facilities w/schools
(Kim +)

12.Dev youth Council (CC)
6.Dev Neighborhood clean-
up groups (Miles)
5.Expand VTS to other
portions of trail (Miles)
4.Finalize waterfront trail
(Miles)

9.Get tourism related E-
billord on Broadway
(Marian)

10. Biz outreach program
(includes Council) (Rob H)

4.Citywide
wayfinding plan
and designs
(Rob)
8.Waterfront

negotiations
(Rob)

4.Education outreach
for road sales tax
(Greg, Brian)
9.Revise ward
boundaries (Greg,
Cyndy, Pam)

1.Implement strategic
arts plan & opera alley
(Rob)

3.GPU & ZCU (Rob)

2.Complete Strategi
Plan to created

Manufacturing jobs
(Rob)

5.Visit Eureka website
and Apps (Rob H)






